Managing Perceptions
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Why Manage Perceptions?

Expedite Results Avoid Surprises




How Did This Happen?

It Sure Looked Good On Paper!

The Perceptions People Have of the Plan and What They Should Do
ARE NEVER
Exactly What Was Intended




Translation

British General At the Front Sends A Message to the Rear:

Send three-and-fourpence, Send reinforcements,
we're going to a dance. we're going to advance.




The Translation Challenge
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Considering What People Do:

» Carry out directives as they understand the
directives,

The Perceptions People Have (What They Think) Is
THE
Driving Force Behind Their Actions.




Considering What
People Do:

» Give out directives to others in accordance with what they
understand must be done,

The Perceptions People Have (What They Think) Is
THE
Driving Force Behind Their Actions.




Considering What People
Do:

» Act according to their interpretation of what needs to be done
(what they perceive the situation to be),

The Perceptions People Have (What They Think) Is
THE
Driving Force Behind Their Actions.




Considering What
People Do:

» Constrain their activities in accordance with the rules they
believe they must follow,
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The Perceptions People Have (What They Think) Is
THE
Driving Force Behind Their Actions.




Considering What People
Do:

» Apply their skills in a manner they believe to be consistent with
their own best interests which include reaching their goals,
advancing in their job, pleasmg management looklng good, and
surviving, 4 - '

The Perceptions People Have (What They Think) Is
THE
Driving Force Behind Their Actions.




Considering What People

Do:

» Solicit help and delegate activities to
others.

In a
variety

of
complex
situations

The Perceptions People Have (What They Think) Is
THE
Driving Force Behind Their Actions.




People Communicate
Carefully:

» They are NOT open and willing to share their real beliefs,
understandings, and perceptions

The Perceptions People Have (What They Think) Is
THE
Driving Force Behind Their Actions.




People Communicate
Carefully:

» They fear looking stupid, getting into trouble, causing
themselves problems with others, and losing respect — and
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The Perceptions People Have (What They Think) Is
THE
Driving Force Behind Their Actions.




People Communicate
Carefully:

> Even the 'outspoken' and 'straight shooters' have carefully
crafted their responses to be in concert with their goals and
their perceptions of ‘the situation’

(Mmoos! )
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The Perceptions People Have (What They Think) Is
THE
Driving Force Behind Their Actions.




People Communicate
Carefully:

Every communication they send is translated through their
preconceived notions of the environment, the 'facts', the
situation, and the nature of the 'receivers'.

/" You have to speak
\ a little more clearly! |

The Perceptions People Have (What They Think) Is
THE
Driving Force Behind Their Actions.




“But, that's NOT what | said (meant)!!!”
Directive: We need to do more with less resources.

<
“We need to improve productivity in our Dept.”
(Let’s make the problems and the solutions everyone’s focus ...) |

<<
“We need to cut costs.” Ben

(It’s too risky, difficult, and expensive to change anything.) ]
| |

<<
“We need to eliminate useless activities.” Sally

(Need to protect my staff ... but, Sally has a lot of ...) |

.
| | |
4 .

“\We need to cut back.” Chuck Mary Charlie

(There are many things unimportant ...)

(Becomes dysfunctional ...)
<

“Let’s show how important we are!”
(Creates some problems to solve ...)

<
“I'm going to lose my job!.” .




“But, that’s NOT what they meant (said)!!!”
Feedback: Productivity improvement Directives...

4 .
“We are making good progress on our productivity program!”
(I think??11...)

<
“We have directed employees to ... it's going well” Ben

(Wonder how Customers will react, how it supports bonus plan ...)

<
“My staff is moving fast on initiatives ...!” <zl

.
(This is the wrong focus, but it’'s what Frank wants ...) I I |
4 .
“We are taking steps in the following areas ..!” [l ERAE Raiak

(Ralph will never buy the real changes needed ...)

(This is nuts .... We need to ...)
<
“Interesting new approach ...”

(Doesn’t work, I'll develop some workarounds & look good ...)

<
“We are shaking down the new process ...!" .




The Solution: Control Translation - Measure What People Think — Manage Their Perceptions

Perception Measurement
Features:

Involve ALL stakeholders - provide an electronic collection
mechanism
Address 'Issues' that drive results

Allow for anonymous responses for more open and 'real' communications

Identify respondents only by demographic groups (i.e.,

organization elements, locations, titles, responsibilities, ...) for

developing effective action plans

Measure perceived status of the 'Issues' and the perceived

importance of the 'Issues’

Allow respondents to make detailed comments/explanations on the 'Issues'

Provide a 'dash board' presentation for summary status and detailed
'drill down' capabilities.

If You Don't Measure It - You Can't Manage It

The Perceptions People Have (What They Think) Is
THE
Driving Force Behind Their Actions.




The Translation Challenge Locations
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PAM (Perception Analysis Management) Value PrOpOSition Locations
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Getting Clear Vision & Supporting Analysis with PAM

Respondent Groupings
Mgmt Teams

Department/Division

Special Assignment Teams

v
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NY, LA, London,

Tokyo, Sidney,

Chicago, Dallas,
Peoria

Note: |1 Represents the perceptions of an individual.




Well into SAP Implementation Project

Situation:

» Mr. Big believes the project is going extremely well. But...
¢ Procurement Manager Missing Department Goals.
“* Not following-up with vendors.

» Mr. Big Is starting to wonder

Procurement Manager Complaints:

» Understaffed.
» Unable to follow-up with stakeholders.
» New system doesn’t work. Help Desk is useless.

Perceptions:

Help Desk has bad response time.
Help Desk has poor follow-up.
Help Desk understaffed.

Help Desk Staff incompetent.
Help Desk Metrics OK!?




Perception Management

&
', W The Need For Metrics (Issues)

)
How Goes the Help Desk? :

Procurement Manager - BAD

Other Managers — OK, but ...

Decision Made:

Review the Perceptions ALL the
Stakeholders have of the new
system and associated support.




Perception Management
" .ﬁf The Need For Metrics (Issues)

How Goes the Help Desk?

» What are the components that measure Help Desk Success?

» What is the status (condition) of these success components from
the perspective of the stakeholders?

» How important are these components to the Help Desk
stakeholders?

» Do those accountable for Help Desk performance understand
the needs of their stakeholders?




Help Desk Stakeholder Concerns/Issues

My level of satisfaction with the responsiveness of the Help Desk in
terms of answering my initial call.

My satisfaction with the length of time it takes the Help Desk to
understand what my problem is and begin fixing it.

The level of knowledge and skill of the Help Desk in solving
problems for me.

The extent to which the Help Desk keeps me informed on the status
of problems that they are working on for me.

The attitude and customer orientation of the Help Desk support staff.
The degree to which I believe the Help Desk is adequately staffed.

My overall satisfaction in securing assistance from the Help Desk.

The extent to which | use the Help Desk.




Stakeholder Perception Collection for
Analysis

Service Desk
The Service Desk is always the single point of contact used for help with IT-related queries, complaints, or problems.
Question: 6 of 114

Don't Know
| View question listing |

Question Listing |

Completely Agree Extremely Important

Obtain return code to
Mosty Agree Very mportant

Slightly Agree Slightly Important Save |

Neutral Neutral
Slightly Disagree Slightly Unimportant

Mostly Disagree Mostly Unimportant Daone |

Completely Disagree Extremely Unimportant

Completely Agree Extremely Important

Mostly Agree Very Important Comments
Slightly Agree Slightly Important

Neutral Neutral

Slightly Disagree Slightly Unimportant

Mostly Disagree Mostly Unimportant

Completely Disagree Extremely Unimportant




Int Audit (4)

Corp Officer (4)

Data Ctrl (8)

Spec Team (21)

Procurement (17)

Canada (78)

Logistics (43)

IS (40)

Contracts (9)

Cust Svcs (55)

Manu KLM (59)
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Acq & Tax (7)

Fin Plan & Ctl (§
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ALL (914)
Plant Staff (548)




My level of satisfaction with the responsiveness of the Help Desk in terms
of answering my initial call.

Acq & Tax (7)
Spec Team (2%

Help Desk(4)
Proj B(7)

Data Ctrl (8)
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Professional (272)




The level of knowledge and skill of the Help Desk in solving problems for me.

Spec Team (21)
Manu ABC (14)

Int Audit (4)

Contracts (9)

QA (35)

1S (39)

GM or Div VP (10)

HR (45)

Data Ctrl (8)
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Corp Sales (13)

Other Position (54)

Fin Plan & Ctl (56)

Canada (77)

Logistics (43)

Procurement (17)

Plant Staff (536)

Support Staff (305)

Dist Sales (72)
Manu KLM (59)

Researﬂa (74)

Manu (92)

ABC Tech (6)
Manu GHJ (5)

DEF Tech (5)

Manu DEF (40)

Legal (3)

Fac Mgmt (6)

Corp Officer (4)

Treasury (3)

Sales (55)

Applied Svcs (5

Basic Indust (74

Env H&S (32)

Mkt (123)

Other Dept (61)

Acq & Tax (6)

Mgr/Supv (243)

Professional (271)

Manu NOP (46)

USA (809)
Cust Svcs (55)




The level of knowledge and skill of the Help Desk in solving problems for me.

Importance Responses il Satisfactory Responses

eny [mpartant =

Slightly Impartant Shightly High
sl B 7 Meutral

Slightly Urimportant G Slightly Lows

Wery Unimportant ! i Weru Low

Estremely LInimportant [ Extremely Low




Research Group — Special Projects

The level of knowledge and skill of the Help Desk in solving problems for me.

Project A

Satisfactory Responses

Project B

Satisfactory Responses




Training for Help Desk - Level Of Satisfaction




Comments Analysis By Issue

Knowledge Bank Explorer - [Comments]
File View Analysis Tools System Help

A0y BE0
Analysis Selection |m m B

Database Logins | Comments [

Group Profiles The Pacific IS group iz hardwarking and professional. They have limited resources. Within the available resources they suppart the business groups to the best of their ability. Maintenance and development of the Australia/New Zealand "wilzon" legacy systemn iz minimal given the plans to switch over ta the global SAP system in 1-2 years. They are doing a lat of gaod

CSF Profiles wiork. with the PC network, LOTUS NOTES and getting the other Pacific countries on a common version of “TOM" software, They have akso helped gt early Pacific “power users” of SAP up and mnning. My contact with the Home Office |5 group is very limited. Steve Vogel and John Moeller have helped a lot with wpgrading of the datalink beteween Home Dffice and
Biotany a few pears ago. Steve has been helpful with ¥ 2K wark. The Marth American SAP team has had a big job with Canada, US4 and now Subsidiary A implementation. This obviously leawes limited reources available for the tweek s, enhancements and bug fises. We wish them well - an what iz a challenging [character-building] exercize. In the Pacific there is a big
Views need to make stock, sales and tumaver data in the "TOM" system accessible to "Wilson' system users [and vice versa], | understand the Pacific 1S gioup is alveady working on this and | fully support their inttiative. Regards, John Baglin Batany -Australia 05/05/2000

The grioup appears to be under-resourced. Systems are dictated hom LS, Litte training is available in house, [there is understandable focus an Asian countries) Crass unstional communication across the organisation is negated by lack of spstem knowledge, and discipines inu = |4BC
1/5 will try and address my department's need as soon as possible. Delay is usually caused by lack of resources and time .\We regularly have to reset our pricrities to meet our objectives. Agia/Pacific
People in the manufacturing department receive very litle 1T training Pacific

Manutach
Subsidiary B anutacturing

Subsidiary &
ABC

(Other Sub
QOther Co
Subsidiary C
US4

Canada

DOur |45 Dept, works under extreme pressure due to a lack of manpower and program upgrade resources, | have no complaints with the desire or capability of owr trained 145 personnel to resolve problems. Any negative comments made above reflect the lack of resources avails bl gr/Supervisor
| work with Pacific Knowledge Marketing and our success depends on good warking relationships with IT and M-Compas. The Australian 1T quus support us extremely well in all areas within their resources. | fzel at imes that they are being restricted with resources and Pacific iz ALL

The: Lotus Notes iollaut was the best | have seen in /5

Inciease the manpower for /5 to cope with the heavy demands.

need ta improve public awareness of IT or 1/5 existence at a department/group.

Local Pacific contral of resowrces is needed. Determination of Pacific needs must be supported and resourced. Prowision of internet access on wide basis, including Ncompas users is also vital with increasing use of eg extranets, ebusiness ete. /5 could also assist in getting diff
Some of the guestions asked refers to HELP DESK. ‘We don't have that kind of set-up in the Pacific.

Europe | think we da very paorly in training our people an T

Latin dnerica | believe that many of the problems we encounter are due to underfunding of 145 initiatives, but | also believe that we as a company lack vision in this area. 1t's difficult to justiiy throwing mare maney at this without & mare clear vision of what we want in the way of 1/5 capahility.
iaibatine Improve commurication Improve training Pravide ongoing training support
Ho2

Carp Staff

Industrial

The 1.5 Dept of India is manned by the 1.5 Manager and his deputy catering to the needs of about 10 lacations spread aver the country.| 5 Help Desk (HOT LIME ) daes nat exist at the mament.
| find the “computing” staff (lacally] very helpful when they have time ta give their help. However | find the whale process of organising respanse ta problems and implementation of new systems ta be rather poor, which may be mare a managerial/organistion/staff prable.
Each issue was responded based on my actual experience in the countiy where | work and this may not be the same of may not be applicable to other counlries. This responses are not the: general comment for entire 173

Faciic Need more user-fiendly interfaces that deliver justintime information. The Notes system i turning into “death by database" - need better navigator tools. Would lke IT to develop a "who's wha in ABC Company” database, to help improve intemal communications by ensuring th
Services ‘wie should be seriously consider to relocate the ABC Company Pacific Hub from Australia ta Singapore.
Process IT shiould be: at the forefront of adopting new technology and software: for use by te ABC Compary community of users. As it is ight now, we are slow in adopting these new technologp/software, such that when we do decide to go ahead, te technology is either obsolete or o
Specily The major area of concem is that part of the company is keeping up the IT changes and others are getting left behind, Wwith the introduction of Lotus Notes information is at the sales force fingertips, however some do not know how to access it. They become frustrated and disill

(ther Div
o3
Acq and Tax

Few things that can be considered for improvement: 1. lssue 145 policy which deseribe 145 intention ta provide mare user oriented's support. The intention of this is ta link the 1/5 and the user, and to ensure that 1/5 job is to be proactive in giving the suppart. 2. Do the same sur.
Training lacks very badly. Mo concerns/apathy towards my requirement. Expect the joint involvement and accountibiity for overcoming self or of my function's shortcomings with respect to 1/5. As of now other than Usage of Lotus mail for communications usage of IT power
The uze of T, to perform our job effectively and efficiently. is extremely important. Overall, our I#5 department are doing extremely wonderful job.

Contracts Group The relationship between 1S Home Office and 15 Pacific needs attention. |5 Home Office daes not seem to provide the level of support needed,

Corp Sales More training i the use of the software progams. to help overcome the time consuming exercise of searching and reading.  Also we have access to data bases with NO information.
Credit

Customer Sve

| only use Lotus Mots for sending and receiving the internal mail and 4BC Company News. | don't much ieceive regarding the information technology especially for my job [@pplied Services). Many of above answer is explain just my feeling because of not much using the ABC Co
Laocal 1S support at my location is extremely helpful - only s much can be done at the local level hawewer, My answers in no way should be taken as reflective of local 1S suppart.

Data Contrcl Fram my Canadian [remate from Home Office) perspective, | find many of the sbove questions to be difficult to answer. | wonder if this one survey fits all approach is terribly meaningful
ata Control

Dist Office: Staff

Env Health Safety 8
Facilties Mamt |3
Fin Plan and Crirl | 24
HA 13
Infa Systems 24
Internal Audit 2
Logistics 12
[wl Manufactuing |36

While | understand that this s a lange organization. /5 has to realize that not all departments have the same needs and requirements. Configurations developed sult the average user but there is no flexibility to accommadate additional needs and requirsments without a lot of me.
MOST OF THE TECHNOLOGY ADVANCEMENTS NEEDED HAVE BEEN HANDLED WITHIN MY GROUP. FORTUNATELY THERE ARE INFORMATION TECHNOGY COMPETANT INDIVIDUALS IN MY GROUP WHICH HAS ALLOWED US TO BE VERY EFFECTIVE &
Je croiz qu'en général les systémes, logiciels et équipements sont appropriés. utiles et correspondent & nos besoin. Par eontre, lorsquil v a un bris ou que quelque chose ne fonctionne on reste souvent trops longtemps sans solutions. La plupart du temps lorsque 'on appelzs au
My answers are basically nevtral because | dont think that | fully understand what |/ and/or 145 are about, and what | might be able to get from these groups. My confidence and apprecation of SAP as being user friendly, does not appear t be what these questions were perte
| fieel that ABC Company is behind the times in information technolagy. We have taken a number of steps Forward over the last number of vears but we are stil 5 years behind the curve of product development and utilization. ‘We shauld be looking at new super computers for oy
Being from Canada, and working in Burlington, most of these questions did nat directly related to my wark environment.

1. Symplom of the problem - Trendcheck! why can't ABC Company oulsource the development of this relaltively simple software? We are al a compelitive disadvantage to BetzDearbom's Infocale saftware and have been asking for help for pears. 2. NCompas support: When fi

The questions in this survey are to complicated. There are 2 main areas from a users perspective: This survey would have been better to separate the 2 aieas and then focus on the individual departments a) Daily support from Help desk ete b) Project support by 15 developers..
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Itis wery difficult to answer some of the questions where there are differing areas/departments of 1/5. The response can differ greatl depending on the the software/hardware being used and the department dealing with the request/problem. In general areas on developement a




Key Comments
Stakeholders:
v | am using the Help Desk less and less since they don’t have adequate

knowledge of the new system. | am spending an inordinate amount of my
time doing their job.

v" Help Disk is very responsive. | don’t believe the solution is more people,
It’s more training.

v Help Disk is not able to answer questions. They are highly skilled and
capable — someone should give them a chance to learn the new system.

Procurement:

v" We can’t use the new system. Our management refuses to let us change
our processes to match the information nodes of the new system. We
can’t operate using the old procedures and organizational structure with

the new system.

Help Desk:

v' Every time we go to training, our manager pulls us out because of the
high number and urgency of incoming calls. We could handle the load if
we had the system knowledge.




Findings

Training for the Help Desk personnel is inadequate.
Structure for support of the new system is inadequate.
Competence of the Help Desk staff is not a problem.
Staffing levels of the Help Desk are adequate.

Procurement needs to follow the SAP structure plan to effectively use
the new system.

Actions

v Training for the Help Desk personnel given - uninterrupted - for two
levels of support.

v Help Desk structure modified for A and B level support.
v Plan for Procurement restructure implemented.




Before Actions:
The level of knowledge and skill of the Help Desk in solving problems for me.

Spec Team (21)
Manu ABC (14)

Int Audit (4)

Contracts (9)

QA (35)

IS (39)

GM or Div VP (10)

HR (45)

Data Ctrl (8)

Credit (16)

Corp Sales (13)

Other Position (54)

Fin Plan & Ctl (56)

Canada (77)

Logistics (43)

Procurement (17)

Plant Staff (536)

Support Staff (305)

Dist Sales (72)
Manu KLM (59)

Researgly (74)

Manu (92)

ABC Tech (6)
Manu GHJ (5)

DEF Tech (5)

Manu DEF (40)

Legal (3)

Fac Mgmt (6)

Corp Officer (4)

Treasury (3)

Sales (55)

Applied Svcs (5

Basic Indust (7§

Env H&S (32)

Mkt (123)

Other Dept (61)

Acq & Tax (6)

Mgr/Supv (243)

Professional (271)

Manu NOP (46)

USA (809)
Cust Svcs (55)




Manu KLM (59)

Dist Sales (73)

Int Audit (4)
Treasury (5)
Fac Mgmt (6)
Cust Svcs (55)

Manu GHJ (5)

Manu (95)
Basic Indust (78)
Contracts (9) 92
Proj B (8)

Credit (17)

Other Dept (64)

Spec Team (21)

After Actions:
The level of knowledge and skill of the Help Desk in solving problems for me.

Manu NOP (46)

Procurement (17)

Support Staff (309) GM or Div VP (11)

Fin Plan & Ctl (56)

Manu DEF (41)

Env H&S (32)

Proj A (11)

Applied Svcs (56)

Professional (28:

Manu ABC (17)

HR (45)

Mkt (129)

Research (80)

QA (35)

Plant Staff (548)

USA (832)

Sales (55)

Mgr/Supv (Zég)nada (78) Corp Sales (13) Other Position (55)




Overall Project

Mr. Big’s Perception:

“We are doing very well with the implementation, with the
exception of a couple of areas such as Procurement and the Help
Desk.”

“I expect the Satisfaction score to be in the range of 90 and the
Importance score to be in the range of 95-100.”




Senior Management

Effectiveness

Procedures

Functionality

Change Resistance

Training

Accountability

Credibility

Technology Focus

Help Desk

Org Structure

Expectations

Strategy

Communications
Ease of Use

Infrastructure

Leadership

SAP Support

Measurements

Operations

Current Motivatio

Process

Vision

Knowledge Mgmt

Confidence

Communication

X Productivity

Education
Control




Key Workers

Commug&cation

Procedures Ease of Use

Change Resistance Functionality

Org Structure \ Education

Strategy

Credibility

Operations

Vision

Measurements

Effectiveness

Knowledge Mgmt

Help Desk

Infrastructure

Confidence

Accountability

Process

Expectations

X Productivity

Communications Culture

Technology Focus Leadership

SAP Support Control
Training Current Motivation




6 Months After Actions:

Manu NOP (46) DEF Tech (5)
Logistics (43) IS (40)

Manu KLM (59) Fin Plan & Ctl (56)

Dist Sales (73) Manu DEF (41)

Int Audit (4) Env H&S (32)
Treasury (5) 2 Proj A (11)
Fac Mgmt (6) » S Applied Svcs (56)
Cust Svcs (55) Professional (28:

Manu GHJ (5) Manu ABC (17)

Manu (95) o HR (45)
Basic Indust (78) 3 Mkt (129)

Contracts (9) 92 Research (80)
Proj B (8) . QA (35)

Credit (17) Plant Staff (548)

Other Dept (64) : USA (832)
Spec Team (21) 83 o : Sales (55)

Data Ctrl (8) ALL (914)

Procurement (17) 91 89 Help Desk (5)

Support Staff (309) GM or Div VP (11)
Mgr/Supv (Zég)nada (78) Corp Sales (13) Other Position (55)




Perception Management Project

I]I]:> The Process

Strategy & Design

3 days

Define Scope DesIch

Interview

Project Definition
Goals And
Objectives

Customize
Electronic
Interview
Template

Develop
Critical Success
Factors

Develop
Instrument And
Deployment
Approach

Develop Issues &

Deployment Plan
Action Options

Review And
Approval

Data Collection

Collect Data

Instrument
Installation

Deployment And
Administration

Process Quality
Review

7 days

Knowledge
Bank

Create
Knowledge Bank

Develop Collective
Intelligence
Report

Identify
Key Findings &

Summaries

Action

Ongoing

Review &
Identify Plans

Stakeholders
Review Of Critical
Success Factors

Stakeholders
Review Of Action
Plans & Solutions

Iterations

Required 30 minutes from each of the 914 Stakeholders.
Improvements recognized within 3 weeks from project initiation. Savings estimated at $6M.
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Gap & Summary Analysis

Knowledge
Bank
Explorer




Questions??? L T .
S 8 Questions???




